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INTRODUCTION
The purpose of this paper is to help administrators, board, and
advisory commlttee members plan and implement an effective volunteer
system of leadership through volunteers.

To this end, we have brought

to bear our combined 22 years of experience in theoretical and applied
areas of volunteerism.

We have both completed research on and worked

with a variety of volunteer organizations in different locations in the
United States and other countries.

We invite you to take advantage of

our experience in your attempt to increase the ability of your own or
ganization to fulfill its mission and reach its goals.
The benefits of increased community involvement and participation
resulting from volunteers'
stantial.

Volunteers

promotion of your organization can be sub-

can also contribute significantly to the scope

and quality of services and programs offered by your organization.

It

must be understood, however, that a decision to involve volunteers has
its costs in terms of staff time, organizational resources, and
tional procedures.
cept.

opera

Paid staff must be committed to the volunteer con

Paid staff must be willing to adjust roles and functions to pre

pare for and complement the efforts of volunteers.

This is particular

ly true when the volunteer concept includes leadership by volunteers.
Through our experience, we know that the planners and administra
tors of any organization must first ascertain how the volunteer concept
fits

the

mission and

goals

of

their

organization.

Volunteerism is

based on the idea that people want to grow in their roles.

Thus, there
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must be sufficient opportunity for volunteers to experience challeng
ing, responsible, amd meaningful participation.

If such growth oppor

tunities do not exist, or cannot be created in a meaningful manner, a
decision to forego the volunteer leadership approach to volunteerism
may be most appropriate.
The preparation of this manual began with the asumption that the
decision to involve volunteers has already been made by your organiza•

tion.

\~e

also assumed

that

the

decision to

involve

volunteers was

•
consideration, consideration that included weighing the
given serious

benefits

and

the

costs of volunteer involvement.

Despite

these as-

suroptions, we also realize that not every organization is prepared to
effectively and efficiently involve volunteers in leadership positions
within the organization.
system for

Before presenting our model of a management

volunteer leaders,

we

invite you to guage the extent

to

which your organization is prepared to benefit from the model.
The Volunteer-Staff Relations Index, prepared by Ivan Scheier,

is

a questionnaire that may be used to identify and rate key factors in
fluencing

the

effectiveness and

general.

You are asked to consider a number of different aspects of

your volunteer program as
'test'

that

positions.

you must

efficiency of volunteer

it is currently implemented.

pass

programs

in

It is not a

before involving volunteers in leadership

Rather, it is a tool to be employed in your efforts to ob

tain information about your volunteer program.

Necessary improvements

should be identified before expanding a program to include volunteer
leaders, but all improvements need not be made before using our management system.

Indeed,

the system can be used to improve

'problem'
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situations

identified through the Volunteer-Staff Relationship Index.

Please complete Exercise 1 before reading further.
,

Exercise 1

For each statement below, rate your organization as follows:
4 = very good or excellent
3 = good, but not perfect
2 = fair
1

=

poor, but not dismal

0 = very poor, or unknown

1.

The organization is stable, healthy, and free of conflict
and tension.

2.

Top management has issued a clear, specific, forceful pol
icy statement, assigning high priority to involving vol
unteers in the organization.

3.

Roles of staff and volunteers are clearly defined and dis
tinguished both generally and in terms of specific tasks.

4.

Most volunteer job descriptions are based on programmatic
needs; information about these needs is provided by staff.

5.

We have a wide variety of volunteer jobs and roles with
which staff and volunteers are equally comfortable.

(Exercise 1 continued on following page)
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Exercise 1 (concluded)

6.

The

goals

for increasing the number of volunteers are

•

realistic.
7.

A significant, well-planned part of preservice volunteer
training emphasizes

sensitivity and

sympathy for prob

lems of paid staff (the nurturing of paid staff).
8.

Volunteers are rewarded and recognized only in conjunc
tion with their supervisor or associate.

9.

Paid staff receptivity to volunteers is carefully diag
nosed; volunteers primarily work with receptive paid staff.

10.

A system of concrete, specific rewards is built into the
system for paid staff who work productively with volunteers.

11.

Receptivity to and experience with volunteers is one of ·_ __
the criteria used in recruiting and selecting new paid staff.

12.

There is a well-planned program for orienting and train
ing paid staff to work with volunteers.

SCORE:
The

scoring

rather simple.
that total.

system for

the Volunteer-Staff Relations

Index is

Obtain the total for all 12 questions, and then double

To that doubled total, add your rating for Item 1.

Com

pare your total to the interpretation table provided by Scheier, which
we have reprinted in Figure 1 on page 5.

Be aware, however, that even

an extremely low score does not necessarily mean your current program
is a failure.

It is possible to produce a low score due to a lack of

knowledge about the program.

Rather than concentrating on one parti

cular score, the index should be completed by several people in your

....
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Scoring for the Volunteer-Staff Relations Index

85 - 100

Excellent or very good.
do

to

•
improve

this

There is very little more you could

situation.

Complacency,

however,

can

quickly lead to deterioration.

60 -

75

Good.

45 -

55

Fair or average.

There is room for improvement, but not a great deal.
There is definitely room for improvement.

At least some factors

in the overall situation are hurting

your program.

20 -

30

Immediate

Poor.

and

decisive

action

to

resolve

problems

should be a high priority.

· 0 -

10

Very poor.

Don't give up without trying, but ring the alarm

bells and mobilize for action.
Intermediate scores.

An intermediate score indicates an overall situa-

tion between the official categories.
should

be

interpreted

as

indicating

A score of 80, for example,
room for

some

•
improvement,

while a score of 40 should be interpreted as indicating the need
for immediate and decisive action directed toward a few aspects of
the program.

Figure 1
organization.

The various responses to each item should be compared,

and any differences should be discussed by those who provided the ra
tings.

Again, we emphasize the index as a diagnostic tool, a means by

which to determine what aspects of your volunteer program require ad•
ditional attention.

Now that you have some idea as to how prepared
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your organization may be, let us move on to an overview of a system
for managing volunteers.

OVERVIEW -- A MANAGEMENT SYSTEM
.

In this section of the manual we attempt to provide an overview of
a volunteer leader management system, a system whereby any organiza
tion may either begin or increase utilization of volunteers at manage
ment levels.

For our purposes, a volunteer leader is any individual

who is a volunteer and has supervisory authority or provides organiza
tional direction in some other fashion.
components:

Our model consists of five

defining positions, recruiting, hiring and firing, train-

ing, and motivating.

The degree of adminstrative support required to

implement these components and the mission to which we alluded in the
Introduction are illustrated in Figure 2 below.

Administrative Support in a Management System
,

A

,.
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Figure 2
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Before more

specific descriptions of each of the five components

are provided, we would like to make explicit the point that implementa
tion of this model is not something that can be accomplished overnight.
It may take weeks, or even months, to
fully implement all parts of the
...
management system.

What is perhaps more important is the fact that all

,.

aspects

of

the

plan require a

high degree of administrative support.

•
No management system can successfully be implemented without a consi-

derable administrative role, and our system is no exception.

Figure 2

illustrates what will become apparent as you read further -- nothing
works without a high level of administrative support.
Defining positions to be filled by volunteer leaders is the first
step in the overall process of initiating or building upon an existing
volunteer leader program.

Instead of merely using traditional labels,

leadership positions are defined in terms of the duties and respon si
bilities to be met by the person in the position.

The added flexibili

ty of this approach will be illustrated through several examples and a
comprehensive exercise.

The outcome of this section of the manual is

the preparation of an organizational activity structure, the hierarchi
cal relationships among the activities accomplished by an organization.
Recruiting,

the second phase of the model,

is characterized as a

series of logical, ordered decisions that will produce the maximum re
turn from any investment of recruiting time and effort.
vide

specific infonnation and

exercises

We will pro

that enable you to determine

the best sources of volunteers as well as the best means through which
to communicate your needs to prospective volunteers.
•
a
While it may seem out of place to discuss hiring and firing in

•

. ..
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model of volunteer leadership, we point out some of the differences
between hiring and firing paid staff and volunteers.
•

The key differ

ence revolves around our concept of dynamic activity placement, a process through which volunteers are transfered rather than removed from
the organization.
The training section of this manual is not, nor is it meant to be,
a

comprehensive description of all

train volunteer leaders.

Instead,

possible means through which to
we

describe

the general training

process and concentrate on ways to increase the efficiency of the pro
cess within our model.

We also concentrate on ways to use training as

a means to motivate, and re-motivate, volunteer leaders.
The motivation section provides specific recommendations for deal
ing with potential difficulties between volunteer and paid staff mem
bers, as well as recommendations for preventing 'burn-out' among vol
unteer leaders.

We conclude with a general discussion of the ways in

which motivation can be increased,

and the the relationship between

motivation and other phases of the volunteer management system.
\./e believe understanding the inf orwation and completing the exer
cises in this manual will enable you to initiate or improve the use of
volunteer leaders in your organization.

An important precondition to

this benefit is an increased awareness of the various ways in which
volunteers may function in the management levels of your organization.
No single manual can provide answers to all possible questions, and we
encourage you to consult the bibliographic sources for more detailed
information about the topics we cover.

First, however, we encourage

you to move on to the next section -- defining positions •

....
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DEFINING LEADERSHIP POSITIONS
Before volunteer leaders can contribute effectively to your organ
ization, you need first to identify functions appropriate for volunteer
leaders to perform.

For this reason, our focus is on defining your or

ganization in terms of duties and activities rather than in terms of
individuals.
Leadership Positions
The key to managing your use of volunteer leaders effectively is
determining realistic duties for volunteer leaders to accomplish within
your organization.

Essentially, you must find out what you need before

you can begin to search for someone to fulfill that need.

This is com

mon sense, but we make the point because the process is not necessarily
consistent with many people's approach to volunteer involvement.

The

first step in the process of volunteer involvement is to determine your
current organizational structure.
Position Structure.

Figure 3 on the following page is a diagram

of the general hierarchy in most organizations.
structure

because

the

duties or activities.

entries

represent

We call it a position

positions,

More often than not,

but not

specific

the name of each person

occupying the position is included with the job title.
The position structure serves a very useful purpose, primarily be
cause it allows everyone in the organization to identify their immedi
ate supervisor.

Regardless of the number of layers in the hierarchy,

each person can identify the people he or she supervises.

Our second

exercise will provide the base from which you will work as you apply
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Traditional Position Structure

...--upper Manager~
Middle t-1anager

-Upper Manage~-

Middle Manager

Workers

Middle Manager

Worlcers

Middle Manager

\vorkers

\lorkers

Figure 3

our system to prepare your organization for volunteer leadership.

Try

.

to illustrate the hierarchy of your own organization through a position

structure,

using whatever

job titles are appropriate.

Rather

than simply describing the current hierarchy, however, also try inclu
ding job titles you would like to add to your organization.
want

to mark these positions with an asterisk

further,

(*).

You might

Before reading

please complete the position structure of your own organiza

tion.
Activity Structure.

One of the

primary complaints of those who

attempt to introduce the volunteer concept into an organization is,
very simply, they cannot get someone to volunteer for all duties and
activities associated with a particular position.

Indeed,

this may

well be the reason why they have unfilled positions, or have not cre
ated many new positions, in their organization.

Waiting until one is

able to find someone willing to serve as a lower-, middle-, or upper
level manager is not the most effective way to manage personnel.
dynamic management system, such waiting is not necessary.

In a
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Exercise 2.
In the space below, complete a position structure for your organization.

Include

any new

job titles you would like to add,

denoting

these and any unfilled existing positions, with an asterisk(*).

An activity structure consists

of a

hierarchy of responsibilities

instead of positions, and is our term for an alternative to the position structure you completed in Exercise 2.
structure,

you need first

to determine

each position in the organization.
sive job description.
you

to

recruit

organization.

By

To complete an activity

the duties and activities for

This involves writing a comprehen

Once completed, an activity structure will allow

volunteer
using

an

'

leaders
activity

for

specific

structure

duties

instead of

within
a

the

position
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structure,

you become free to obtain as many volunteers as necessary

to conduct the activities associated with any one particular position.
The sample provided in Figure 4 is a
comprising a
tion.

fictitious

job description

part of an overall activity structure for an organiza

As you study the job description, note that specific activities

are listed in our job description for a Field Manager.

That is, the

job title is included only as a label for the collection of activi
ties,
tion.
one

but

is not

In fact,

could

itself used to convey information about the

posi

this particular job description is written such that

engage

a

separate

person to

complete

each of

the

listed

activities.
This is a fictitious example, and the real activities of organizational

personnel

rarely can

be

separated

to

this

degree.

You will

discover as you complete your own activity structure, however, that it
is possible to separate the duties and activities of most organiza
tional positions to a degree greater than many people believe possi
ble.

Many of us are accustomed to hiring one person to fill a speci

fic position in our organizations.

We call this one-position-one-per

son attitude position bias, and offer a few simple hints to overcome
this form of bias.
Keep in mind that an activity description should be designed as a
list of the activities to be accomplished by the person(s) occupying
the

position.

The

first

aspect

of

position bias

that needs

to

be

overcome is the assumption that one person will be responsible for all
of the activities that comprise a position.

You may be able to find

one individual to do everything, but it is best to plan for the possi-
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A sample job description within an activity structure

POSITION TITLE:
SUPERVISED BY:

Field Manager

Director of Field Operations

SUPERVISOR TO:
GENERAL FUNCTION:

Field Agents

Coordinate Field Agents

,

SPECIFIC ACTIVITIES:
1.

Recruit volunteers from the community to serve as field agents.

2.

Train recruits to competently serve as field agents.

3.

Schedule

dates,

times,

and

places

for

agents'

meetings

with

community groups.
4.

Coordinate

transportation

for

field

agents

without

personal

transport.
5.

Summarize monthly field agent reports in a monthly manager report. -

6.

Prepare and distribute materials to be used by field agents in
their specific duties.

7.

Attend monthly Field Manager meetings.
Figure 4

bility that more than one volunteer will be active in a single position.
Stick to specific activities and avoid general statements such as
''supervise personnel.''

Phrases connoting many activities are probably

too ambiguous to be very helpful in your effort to inform potential
volunteers about their duties.

If the activity involves filing a quar

terly report, for example, don't write ''file reports as necessary.''

'
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Regardless of the extent to which several duties seem naturally to
go together,

list each activity separately.

In our example,

ling meetings and coordinating transportation do,
belong together.

in fact,

schedu

appear to

It is important, however, to prepare for situations

in which one volunteer leader is capable of completing both activities
but may not

have

time

for

both.

Separate activities

allow greater

flexibility in assigning individuals to duties.
After writing a
serving

or

has

position description,

served

in

that

position.

show it to someone who is
experienced

An

individual

will be a ·b le to provide feedback about comprehensiveness and accuracy.
Do not include activities not actually accomplished by someone serving
in that

position.

That is,

avoid the temptation to add to the list

simply because the activity seems reasonable or looks right.
want to expand the position,

You may

but that should be something you -decide

to do actively rather than through wishful thinking.
In addition
knowledge,
tion.

to

showing

description

to

someone with expert

show it to someone who knows very little about the posi

A nonexpert will be able to provide feedback about the clarity

of your activities.
clear or ambiguous,
going

your

to

use

this

If the nonexpert

thinks any description is un-

accept the reader's judgment.
position

to

attract

people

their time and expertise to your organization.

Remember,

willing

to

you are
volunteer

Nonexperts often have

singular skills that can contribute to fulfilling a position, but may
not

be

familiar with the

your nonexpert

points

jargon associated with that

out ambiguous phrases or

description as necessary.

jargon,

position.

If

re-write

the
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After listing all of the activities related to a single position
(and you, your expert, and your nonexpert are satisfied with the list),
arrange the activities in order of importance.

Consider each activity

with respect to its importance to your overall organizational furtction
ing.

Ranking the activities within each position will allow you to

decide priorities later in the recruitment and training phases.

Prior

ities are best set before considering more practical aspects of a task.
You may fulfill a lower-priority need before a higher-priority need be
cause it is easier, but you should be aware that you are doing exactly
that.

Planners often will fall prey to the same error frequently com

mitted by people who make lists of things to do.
time writing their lists

than accomplishing the

They often spend more
things

on the list.

This leads to the illusion of accomplishment, but actually accomplishes
very little.
Finally, examine the entire set of job descriptions for redundant
entries.

Is any activity listed within more than one position?

If so,

decide which position will have primary responsibility for the activi
ty.

Just as a person will often do nothing because multiple supervi

sors give conflicting instructions, an activity with more than one per
son responsible for it is often left undone.

Each person has a tenden

cy to assume that the other person will do it.

Avoid diffusion of re

sponsibility of this sort by avoiding duplication of identical activities across positions.
Our third exercise is designed to provide practice at writing an
activity structure for your organization.

Choose any of the positions

you listed in Exercise 2 and write a job description for that position

16

in the

space

provided.

As you attempt

to complete

use the foregoing hints to guide your efforts.

the description,

Please complete Exer

cise 3 before reading further.
Exercise 3
A Job Description for a Single Position

POSITION 'fITLE:
SUPERVISED .BY:
SUPERVISOR TO:
GENERAL FUNCTION:

SPECIFIC ACTIVITIES:
•
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Identifying Potential Volunteer Activities
After a complete list of activities for each position within your
organizational hierarchy has

complete Exercise 3

been prepared (i.e. ,

for all positions in your organization),
teer activities is rather simple.

identifying potential volun

All that need be done is to elimi

nate activities that cannot be accomplished by volunteer leaders.
To illustrate the simplicity of the procedure, we will use the po
sition description you prepared for Exercise 3.
every

activity

Then go

that

legally may not

through the

list again,

be

Place an ''X'' next to

accomplished

placing an ''X'' next

by a

volunteer.

to any activity

that your corporate charter requires be accomplished by a paid employ
ee.

After these two passes through the list, any activity not marked

with an ''X'' is a potential volunteer activity.
vity

not

prohibited

specifically

by

rule

or

Very simply, any acti
law

from

being

accom

plished by a volunteer is a potential volunteer activity.

St1m1na ry

Increased

flexibility

is

easily attained

once

you have

overcome

position bias -- the tendency to believe that only one person can ful
fill

the

leaders
makes

duties of a
with

single

activities

job title.

rather

it possible to staff most

than

Matching potential volunteer

with

organizational

job

titles

of any organization with volunteers.

Each volunteer is then responsible for one or more activities within a
single position description,

but there may be no single volunteer re

sponsible for all of the activities.

Developing the means by which you

can find such volunteers is the topic to which we turn next.
'
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RECRUITING VOLUNTEERS
Completing an activity description is an essential step in selec
ting and recruiting volunteers.

Unfortunately, it is frequently over

looked by many organizations in their rush to involve volunteers
their operations.
.

tain activities,

in

If specific skills a.re required to accomplish certhose skills must be explicitly identified before an

effective strategy may be developed for recruiting appropriate volunteers.

This

is

especially

true

when

seeking

individuals

to

fill

middle-management or other leadership positions.
Most

organizations

have

neither

the

time

nor

the

resources

mount a major media campaign when recruiting volunteers.
have

the

recruited.
reaching

resources

to

Obtaining
individuals

provide
the

who

in-depth training to

best
have

return for
the

efforts

interests,

Nor do they

those eventually
expended

skills,

necessary to fulfill your organizational requirements.

and

requires
knowledge

Our suggested

strategy for recruitment consists of a series of decision steps.
lined

in Figure

5,

these

steps

form a

logical,

process specific to our Field Manager example.
al requirements,

for example,

was the focus

to

orderly,

Out

sequential

Defining organization
of our previous discus

sion, and is also the first step in the decision series.
Performance

Activities.

The

Field

Manager,

among

will be expected to recruit and train other volunteers.

other

things,

In addition,

he or she will be expected to supervise Field Agents, who may either
be volunteers or be paid staff.

To recruit 'just anyone'

to perform

Field Manager activities would later require an inordinate amount of
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Steps in the Recruitment Process

INTERVIEWING
One-on-one dis
cussion with
potential volun
teer
MEANS OF COMMUNICATION
1. Presentations at meetings
2. Corporate/business newsletters

3. Informal leadership surveys
SOURCES OF CANDIDATES

•

1. Businesses

2. Professional Organizations
•

3. Schools

4. Agencies & Organizations
5. Churches
REQUIRED SKILLS
1. Experience in working with people
2. Experience in organization

3. Knowledge of education & training techniques
PERFORMANCE ACTIVITIES
1. recruit volunteers
2. Train recruits

3. Coordinate transportation
Figure 5
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time and resources for training.

Such a recruitment strategy would be

analogous to recruiting the first person you see on the street to work
on your automobile engine.
try-level skills.

Most volunteer leaders need some basic en

Planning will allow you to take advantage of candi

dates' existing skills early in the recruitment process.
Required Skills.

In our example, experience in organization and

working with people are among the skills required of a Field Manager.
In addition, the individual needs some background in the education and
training of people.

These explicit skills involve a number of quali

ties not noted in Figure 5:

interpersonal communication, self-confi

dence, personnel management, etc.

In order to conserve space, we did

•

not include all of the qualities inherent in our complete activity
structure.

A

realistic

application

of

recruitment

steps,

would include as many qualities as can be identified.

however,

It is important ·

to remember that you are likely to find yourself attempting to recruit
more than one volunteer leader to fill a single position.
Sources

of

Candidates.

After

you

have

decided

upon

•
•
requisite

skills, the next step involves deciding upon potential sources for appropriate

candidates.

Chances

are,

multiple

sources

volunteer candidates exist in any given com1nunity.

for

potential

We suggest you be

gin with a comprehensive list of potential sources and, later,

rank

the potential sources with respect to the degree to which those sour
ces would be receptive.

That is, plan to contact sources on the basis

of the function of your organization.
Compare your

organization to each potential source in terms of

community involvement,

the function of the source as it relates to

•
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your own function,

and possible contacts within the source.

With re

spect to possible contacts, it helps to have someone within a prospec
tive

organization who

open doors.

can assist

In general,

you to make the

right contacts and

better informed individuals in the source or

ganization will reduce the time and effort that must be devoted to ex
plaining who and what you are.
tential

volunteer

sources

As an aside, we suggest informing po

about your activities

currently searcl1ing for candidates.

even if

you are not

You may be able to save time and

resources later, when you may need a volunteer quickly.

At this point,

you should complete Exercise 4 before reading further.

Exercise 4
A.

Review the

position description you

completed in Exercise 3 and

list three potential sources of volunteers in your community.

1.
2.

3.
B.

Select one of the three sources above and list the points of simi
larity between the source and your organization.
similarities as

'selling

prospective volunteer.

'

points'

-- benefits

to

Think of these
be

gained

by a

22

Means of Communication.
dentified,
prospective

Once the prospective sources have been i

decisions must be made about how best to communicate with
candidates.

creating awareness

of a

For

our

purposes,

need

(your need for

communic,a.tion

refers

volunteer leaders)

to
and

stimulating interest among prospective volunteers (interest in fulfil
ling that need).

The most persuasive form of communication is person

al, one-on-one discussion.

Very often, however, this approach is not

feasible as the first step unless the individual has already expressed
an interest in your organization.

We recommend that some communica

tion effort be devoted to reaching a number of prospective volunteer
candidates before beginning discussions with individuals.
Most volunteers must be solicited, either directly or indirectly,
before they agree to serve.

The first step in communication focuses

on creating the awareness of need within a larger audience.
in this

phase are

presentations

before groups,

Included

articles written for

newsletters, and placing posters in key locations.

These communcation

channels lead to individuals with whom you might speak directly,

but

all

the

require

that

the

individual make the first move.

That is,

prospective volunteer must make him or herself known to you before di
rect contact can occur.
If

time

and

resources permit,

you may prefer to employ what is

known as an informal leadership survey, a highly succesful means for
identifying

specific candidates.

In general,

an informal leadership

survey involves asking a number of different people for the names of
specific individuals who have the skills in which you are interested.
Leadership surveys can be adapted for use with any organization, etc.

•
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For example, suppose you have identified a particular church as an ex
cellent source.
als may have
asked

about

Among those surveyed in the church, certain individu

been identified as having the skills and qualities you
in

your

informal

survey.

The

named

individuals

become

prime candidates for personal contact, and you do not have to wait for
them to come to you.

When you do approach that person, you will also

have the advantage of being able to tell him or her that others have
mentioned

the

leadership

qualities

and

personal skills for which you

have been looking.
An important point to keep in mind when recruiting volunteer lea
ders is that you are selling your organization and your volunteer po
sition.

People in sales do not receive their commission if they do not

close the deal, and you will not have volunteers until they agree to
make a commitment.

For example, db not give someone a form to fill out
Such things

and mail back to you.
forgotten.

tend to get put off,

and finally

When speaking to a group, allow a few minutes at the end of

your presentation for people to complete an interest or skills survey
and

return

skills

it

to

you at

the

end

of

the meeting.

surveys should ask for phone numbers

allow you
quirements.

to

contact
Bring

Such

or addresses,

interest or
which will

those whose interests or skills match your re-

promotional

rely on pamphlets alone.

literature

to

distribute,

but

do

not

When speaking with an individual, arrange a

specific date and place when you will recontact the person.
Any communication,
out and organized.

regardless of the means, must be well thought-

Whatever medium you utilize must

individual can expect

in terms

of

training,

support,

convey what the
and recognition
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for the services and time you expect him or her to volunteer.

Any

prospective volunteer must be convinced, or at least relatively assur
ed, that he or she will be able to perform the activities that will
comprise his or her position.

Again, we emphasize the need for a spe

cific and understandable description of activities in the position de
scription.

Few people are actually willing to volunteer to do 'just

anything' for an organization.
Successful recruiting communication requires knowing basic ques
tions (who, what, where, and when) about prospective volunteers before
attempting to contact them.

Figure 6 contains a number of different

responses to the basic questions, answers that provide many different
combinations.

Planning

involves

determining

what

types

of

people

would be good prospects, determining what communcation strategy would
reach them,

determining likely places to find them, and determining

when best to attempt to contact them.
Communication Strategies for Prospective Volunteers

WHO

WHAT

WHERE

WHEN

Executives
Senior Citizens
College Students
Office Workers
Professionals
Married Couples
School Teachers

Posters
Brochures
News Releases
TV Interviews
Exhibits
Door-to-door
Form Letters
Individual Letters
Personal Calls
Classified Ads

Service Clubs
Churches
Colleges
Welcome Wagon
Business Offices
Hobby Clubs
Senior Citizen
Centers
Community Centers
Volunteer Bureau
Social Agencies

Sttmmer
Winter
Spring
Fall
Daytime
Evenings
Weekends
Holidays
Noon-hours

Figure 6
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Interviewing.

Finally,

interviews with those who have

expressed

an interest in becoming a volunteer leader are useful for several reasons.

The interyiewer has an opportunity to certify that the volun-

teer has the skills required for a particular position.

What is per

haps more important is that the interviewer also has an immediate op
portunity to direct the volunteer to a more appropriate position if the
requisite skills for the primary position are not apparent.

An inter

viewer will also be in the best position to assess the amount of train
ing that may be necessary before the volunteer leader can function in
dependently.

An interview,

the interviewer.

however,

is not solely for the

benefit of

Prospective volunteers have an opportunity to address

whatever concerns may prevent them from making a firm commitment to the
organization.

Before reading further,

please complete the continuation

of Exercise 4 on the following page.

4 has provided you with a model recruitment

Completing Exercise

strategy that can be adapted
tion,

for any position,

within your organization.

cording

to

tailored

for

developed
decided

your

organizational

different

recruitment

over

approach

The particular strategy will vary ac•
•
situation,

•
•
pos1.t1.ons.

That

and

the

should

basic

selectively

be

strategy you have

4 can be adapted for different positions is a

in Exercise

advantage

or part of any posi

a

nonspecific

can guarantee

'media blitz'

success,

but

a

strategy.

No

one

selective approach

does enhance the likelihood of success without major expenditure.
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Exercise 4 (continued)
C.

Refer to the source organization you assessed earlier in part B
t

and list the

three best means for communication with prospective

volunteers in that organization.

1.

2.
3.
D.

What key points about the position do you want to convey to pro
spective

volunteer

leaders?

What are

the

benefits

available

to

those who do volunteer?
Key Points

E.

Benefits

What are some of the relevant questions an interviewer should ask
prospective

volunteers

concerning

Exercise 3?

•

the

position you

described

•

in
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HIRING AND FIRING
It may, at first glance, seem unreasonable to include a section on
hiring and firing
there are

for volunteer leaders.

We all know,

however,

that

times when we must select the best volunteer from among a

group of candidates (hiring), as well as times when we must ask a vol
unteer to discontinue his or her activities (firing).

These responsi

bilities involve many of the same considerations as hiring and firing
paid staff members.
the differences

In this section, however,

between the

process as

we will concentrate on

it is usually applied to paid

staff and the process as it best might be applied to volunteers.
The key concept underlying our volunteer management system is dy
namic activity placement.
involves

Using a dynamic activity placement approach

assigning volunteer

leaders

to

specific duties,

and

it also

•

involves discontinuing those assignments as necessary.
date

Activity

Structure,

however,

any

volunteer

With an up-to

leader

removed

from

Ideal-

certain activities need not

be removed £rota the organization.

ly,

reassigned to another set of activities.

the volunteer should be

Dynamic activity placement involves transfering, not firing.
Despite the
above,

optimistic

there will be

picture

times when a

leave the organization.

of

never-ending

trans£ ers painted

volunteer leader must be asked to

If this necessity arises, one should remove a

volunteer leader in the same manner that any paid member of the staff
would

be

terminated.

Following

the

guidelines

for

dynamic

placement, however, should make such situations infrequent.

activity
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The primary guideline for successful dynamic activity placement is
the avoidance of position bias.

All priorities should be based on

fulfilling duties or completing activities.

The natural grouping of

those duties or activities with respect to any Position Structure is
not necessarily the only way to group the activities.

Those individu

als who can fulfill a specific duty or accomplish a specific activity
should receive first priority in the hiring phase.
When the pool of potential volunteer leaders does not include any
one with the specific skills required for a given activity, those in
dividuals willing to learn new duties or activities should be the next
in line for the position.

That is,

also be given a high priority.

developing new expertise should

•
In general, any person expressing
a

desire to learn a new duty or activity should be given the opportunity
to do so, even if that activity is currently being accomplished by another person.

There are few volunteer leaders who are unwilling to

accept a little assistance in their duties, and having volunteer lea
ders with secondary expertise makes it easier to employ a dynamic ac
tivity placement sytem.
Of course, the needs of the organization should be weighed against
volunteers' desires for additional training.

If the training is very

costly, making it available to 'just anyone' is no more efficient than
hiring 'just anyone' in the first place.

Whenever possible, addition

al training should be accomplished through modeling -- assisting some
one who is already accomplishing the activities the volunteer would
like to learn.
the next section.

More detail on effective training will be provided in
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Should a

volunteer leader prove to be incompetent at a

duty or activity,

specific

reassign that person to another set of activities.

Continue reassigning the volunteer until you run out of duties or the
volunteer

decides

to

quit

As long as a

bodies.

the

organization.

volunteer remains

Reassign expertise,

interested in your organiza-

tion and has skills useful to the organization,
remain

within

•
•
organization.

the

Keep

not

in

that volunteer should

mind that

the

organization

probably needs the volunteer more than the volunteer needs the organization.

If this were not the case,

there would be no need at all to

develop a recruitment strategy.
The

major

difference

between

hiring

volunteer

paid staff is dynamic activity placement.

That is,

staff

and

hiring

bringing a

volun-

teer into the organization is not synonymous with assigning activities
to

that

placement

volunteer.
interview

in addition

Thus,
should

duties to the volunteer.

be

to

conducted

a

recruitment

prior

to

•
•
interview,

assigning

a

specific

The placement interview should be designed to

elicit from the volunteer his or her areas of expertise above and be
yond the information gleaned from the recruitment interview.
Begin the interview by telling the volunteer what you already know
about him or her, as well as what you are interested in discovering a
bout him or her.

One

tendency

that should be strenuously avoided is

making assumptions or jumping to conclusions about the volunteer's ex
pertise.

Do not, for example, ass11me that the volunteer can supervise

college students simply because he or she is a college professor.
at all possible,

have available a

list of unassigned activities from

your Activity Structure and use it to guide the interview.

•

If

Your goal
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is to determine where the volunteer's skills can best be used for the
organization's and the volunteer's mutual benefit.
decided to hire the volunteer,
volunteer most
session,

not

a

effectively.

but you need information to place the

The

pre-employment

You have already

interview should

hurdle

be

over which the

a

fact-finding

volunteer must

jump.
Preparing for an interview comprises about half of
volved in an interview.

the work in

Just as a Position Description was required

in order to be aware of the activities available to potential volun
teers,

a

general outline

conducting the interview.

of

interview questions is necessary before

In other words, you need to know what in

formation you need before you can begin to search for it.

Exercise 5

is designed to help you plan an interview, and you should complete it
before reading further.

Exercise 5
Prepare to interview yourself for

the position description completed

for Exercise 3.
What is the first question you would ask to determine whether or
not your background is appropriate for the activities listed in the
position description?

(Exercise 5 coninued on next page)
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(Exercise 5 concluded)
.
What is the first question you would ask to determine whether or
not you are interested in any of the activities listed in the position
description?

Show your questions to someone familiar with you and the position de
scription and ask them to comment on your questions.

TRAINING
In some volunteer leader development models,
cess is
-training

treated separately from training.
is

considered to

position description.

the orientation pro

Within our model, however,

be an ongoing process that begins with the

The

training provided for any given individual

is predicated on that individual's needs concerning his or her assign
ed activities.

The interview at the end of the recruitment process, as

well as the placement interview, should provide this preliminary infor
mation.

Whatever training format is utilized (group instruction, indi

vidual instruction, or some form of apprenticeship), we consider train
ing to be a process used simultaneously to meet the needs of the organ
ization and the needs of the indiviudal being trained.

The portion of

the training process occurring after the recruitment and placement in
terviews can be separated into three phases:
ing, and continued training.
'

orientation, basic train-
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Orientation.

The orientation phase should emphasize what the new

volunteer needs to know about the goals, missions, and procedures of
your organization.
cruitment

and

orientation.

Some of this will have been done during the re-

hiring

process,

but

most

individuals need a

complete

The information imparted during interviews may not have

been processed as orientation material.
The
working

orientation

phase

environment:

should

office

include

locations,

familiarization

work

sites,

time

with

the

schedules,

and the roles of others in the organization with whom the new volunteer is likely to interact.

Even something as simple as being told

the location of the mailroom or lavatory facilities will help to re
duce the confusion that accompanies taking on new responsibilities in
a new organization.

We suggest directing the new volunteer's atten

tion toward the physical environment as much as possible.
The orientation need not be lengthy or highly structured.
greater

encouragement

to

question

and

clarify

through an informal walk about the facilities,

information,

work area.

perhaps

is more important in

the orientation than any other phase of training.
of the facility should begin at

Indeed,

A walk-about tour

the location of the new volunteer's

A 'home' starting point will aid the new volunteer's phy

sical orientation with respect to where he or she will spend the most
time.

At this point, complete Exercise 6 in order to begin to organ

ize the type of information that should be included in an orientation.
Basic Training.
context,

is

•

The purpose of basic training, at least in this

to help volunteers

to understand and appreciate the im

portance of the activities they will perform within the organization.

•

•
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Exercise 6
List some of the key points that a new employee or volunteer should
know about your organization.
What is the primary mission of your organization?

How is your organization funded?

vlhat are the primary means through which your organization accom
plishes its mission?

How

does

the

volunteer

position

description

you

completed

•

in

Exercise 3 compare to the operation of your organization?

What

are

the primary role differences between professionals and

volunteers within your organization?

If you were to provide a walking tour, where would you take a new
volunteer?

'

....
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It is in this phase that volunteers should be equipped with the funda
mental knowledge,

skills,

and techniques that will be necessary for

them to fulfill their responsibilities.

The recruitment process

volved searching for new volunteers who already may have these skills,
but the

basic training phase should emphasize which skills will be

necessary for the volunteer's specific tasks.
Imparting basic information is only one aspect of the basic training phase for new volunteers.

Another aspect is the opportunity to

apply the information being conveyed.

Volunteers are action-oriented;

they volunteer because they want to do something for your organization
(and themselves).

A basic training session that

is all lecture or

overly long is likely to dampen whatever enthusiasm and interest vol
unteers had prior to the training session.

Thus, it is important that

any training program be at least partially directed toward actually
accomplishing some of the activities to which the volunteer will be
assigned.

Most people learn during teachable moments, times at which

they are maximally receptive to learning.
involves being motivated to learn.

Being receptive to learning

The best time

to provide basic

training is when volunteers are in a position to realize the need for
the information and its application to their circumstances.

Just as

you would not want to do business with a tax accountant who knows all
of the deductions but cannot use them to your specific advantage, you
do not want a volunteer leader who knows all of the procedures but can
not decide which procedure should be applied in a specific situation.
Figure

7

contains

a

14-step

procedure

for

the

development

of

training programs developed by Professor J. D. Jorgensen at the Uni-
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versity of Denver's School of Social Work.

Notice that the first three

steps in the procedure have already been accomplished if you are using
dynamic activity placement.
you completed earlier,

Step 1 refers to the position description

Step 2 refers to the decision process we out

lined for recruitment, and Step 3 incorporates our suggestions for the
interview process.

For Exercise 7, check the steps in Jorgensen's out

line that you believe are currently part of your training program.

Any

steps that remain tinmarked are those you need to planfully implement.
Please do this before reading further.
Jorgensen's 14 Steps for Successful Training
(

)

1.

(

)

2.

List the tasks you expect to be done.
List the specific knowledge and attitudes required for each

task, as well as knowledge or attitudes that are undesireable for each
task.
(

)

3.

Develop specific learning objectives for the knowledge and

attitudes listed in Step 2.

Learning objectives should be observable

(measureable), have a specific level of performance, and include conditions that facilitate performance.
(

)

4.

Determine the

separate content to be taught

in order to

achieve informational, attitudinal, and skill-oriented objectives.

(

)

5.

Decide what methods may be employed to present the necessary

content identified in Step 4, and then rank these methods on the basis
•

of effectiveness and availability.

(Figure 7 continued on next page)

'
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(Figure 7 concluded)
(

)

6.

Select the highest-ranked method and provide a justifica-

tion for the use of that particular method.
(

)

7.

(

)

8.

Estimate how much time will be required for training.
Determine which segments of the training can be implemented

before the individual begins to perform some of his or her duties.

(

)

9.

Determine which segments of the training can be implemented

only after the individual has begun performing some duties.
(

) 10.

Create an orderly progression of the various parts of the

overall training program, and be able to justify this order.
(

) 11.

Determine what training materials will be required (e.g.,

paper, pencils, books, projectors, films, etc.).
(

) 12.

Identify the people who will accomplish each of the differ,

ent parts of the training program.
(

) 13.

Plan the means by which you may evaluate the training pro-

gram.
(

) 14.

Try it, evaluate it, alter it, try it again •••

Figure 7
Continued Training.
tinued

training,

is

The third phase of the training process, con

also

called on-the-job or in-service

training.

This phase should be used to reinforce what has been learned and ap•

plied in the two previous training phases.

Strengthening the basic
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skills and knowledge of any volunteer is a process that has no ending
.

point.

Few people are sufficiently expert in their assignments so as

to be unable to benefit from additional training.

Continued training

also involves the advantage of avoiding information overload -- the in
ability

to

learn additional information because too much information

has already been presented.

Basic training allows the volunteer leader

to learn enough to be able to begin to actively participate in the or
ganization,

while

continued

training

allows

the volunteer leader to

gradually increase the degree to which he or she participates.
The training process is also a means by which to recognize volun
teers for their contributions.

Continued training can be used to make
•

the statement that the volunteer is not only contributing to the organ
ization, but is good enough to merit the additional resources spent on
training.

In order to effectively make this statement, however, it is

necessary that it appear to the volunteer that the organization is, in
deed, devoting additional resources in the form of training.

In other

words, the training should be of high quality, and the trainers enthu
siastic about their assignments as trainers.

There is probably nothing

more discouraging to a trainee than a trainer who is ill-prepared or
unenthusiastic.
Choosing trainers should be granted the same importance and preparation as choosing the material to be presented in the training ses
sion.

A well-accepted belief among educators (train~rs) is that an in

dividual has not truly learned something until he or she can teach it
to others.

Using experienced volunteers as trainers is one of the best

ways to put this belief into practice, for it ensures that the trainers
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are well prepared for their activities after they relinquish their
role as trainer.
volunteers

as

An equally important benefit from using experienced

trainers

•
is

that

being

promoted

to

the

trainer is one of the highest forms of recognition.
promoted to trainer,

position

of

When a trainee is

the promotion is recognition of both the compe

tence of the trainee and the competence of the trainer.
We strongly recommend a revolving door policy for trai11ers that
involves the promotion of

trainees

to trainers,

but also explicitly

makes it apparent that all trainers will, sooner or later, be replaced
by one of their trainees.

Indeed,

the better the trainer, the more

quickly one of his or her trainees will become a trainer.

A

revolving

•

door

system avoids the attribution that those who relinquish their

trainer role have done so because of incompetence, an attribution that
may

well

undermine

any

and

all

recognition

benefits

of

continued

assessment

of

progress.

training.
Continued

• •
training

•
requires

continued

Evaluating a volunteer's ability to make decisions, for example, is an
excellent benchmark because it is the most difficult aspect of any new
position.
IRS

ruling

By analogy, your tax accountant's ability to decide which
is most advantageous

benchmark of a good accountant.
uously

involved

which

enables

about,

their

to your financial

to

continuously

performance.

Just

the

All volunteer leaders will be contin

in decision making
you

position is

as

(by virtue

of

their position),

evaluate,

and

provide

continued

training

feedback

has no end,

evaluation of a volunteer's ability to apply continued training has no
end.
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In addition to the content of any training session, one must also
pay close attention to what John Ingalls has labeled the climate of a
training session.
printed

in Figure

Ingalls has compiled a list of climate factors, re
8,

that

have

also

been labelled

'de-motivators.'

That is, the presence of these factors does not necessarily add to the
motivation level of trainees, but the absence of these factors serious
ly hampers the creation of teachable moments.

A Checklist for Ensuring Teachable Moments
Physical Surroundings

Interpersonal Kelations

Organizational

Space
Lighting
Acoustics
Decor
Temperature
Ventilation
Seating Comfort
tl.efreshments
Writing Materials
Ash Trays
Rest Rooms
Audiovisual Aids
Coat Racks
Parking
Traffic Directions
Name Tags

Welcoming
Comfort Setting
Informality
Warm-up Exercises
Democratic Leadership
Interpersonal Relations
Handling VIPs
Mutual Planning
Assessing Needs
Formulating Objectives
Designing & Implementing
Activities
Evaluation
Closing Exercise
Close on Time

Policy
Structure
Clientele
Policy & Structure
Committee
Meeting Announcements
Informal Literature
Program Theme
Advertising
Posters & Displays
Exhibits
Budget & Finance
Agenda & Closing Time
Scheduling Frequency

Figure 8

Summary

Figure 9 contains an overview of the material on training.
entation,

Ori

basic ·t raining, and continued training each have a specific

•

purpose in the overall training program, and each enjoin certain re
sponsibilities to the trainer as well as the trainee.

After reviewing

the material presented in Figure 9, please go on to Exercise 8.

'
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S11mm~ry of Training Program

Training Phase

Orientation

Objectives

Continued
Training

evaluate current
level, familiar
ize trainee, ex
plain role in
organization

build upon
•
recruitment

learn mission
and role, be
come familiar
with environ
ment

acquire necessary
knowledge, skills,
and attitudes at
own pace

proficiency
contribution

respond to
feedback, make
support good work independent
habits, provide
decisions,
regular perfor
provide lead
mance feedback
ership and
initiative to
others

Figure 9

•

Trainee Duties

present informa
tion, provide
opportunity for
application,
create flexible
schedule, use
errors to teach

•

Basic Training

Trainer Duties

proces infor
mation, ask
questions, at
tempt applica
tions, learn
from errors
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Exercise 8

Review your notes from Exercise 5 (the placement interview) and
identify one topic in which a new volunteer will need training.

TOPIC:
1.

When should the training be done?

2.

Where should the training be done?

3.

How much time will the training require (should be less than two
hours)?

4.

5.

What outcome(s) do you expect as a result of this training?

What will you do for a climate setting exercise?

Who will do it?

How long will it take?

6.

What will be done for the learning experience?
How long will it take?

(Exercise 8 continued on next page)
'

Who will do it?

•
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Exercise 8 (concluded)

7.

What will be done for the wrap-up exercise?

Who will do it?

Ho\v

long will it take?

8.

List the resources and materials (people and equipment) needed for
this training •
•

•

MOTIVATION
Regardless of the activities assigned to a volunteer leader,

or

the extent to which a volunteer leader has been trained, all volun
teers are subject to burn-out.

For our purposes, burn-out is simply

defined as a loss of motivation, a lack of desire to complete activi
ties or otherwise contribute to the organization.

This portion of the

management system deals with specific ways to prevent burn-out.
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Relationships with Paid Staff
Volunteer leaders cannot function in the absence of support from
paid staff members.

Chances are, the converse is also true; paid staff

members would not have an organization from which to receive pay with
out the contributions of volunteers.

Each type of employee is a neces

sary, but not singly sufficient, aspect of your organization.

The key

to effective and efficient mixing of paid and volunteer employees is to
foster cooperation and avoid competition.

An important part of contin

ued training involves reminding both volunteer leaders and paid staff
members of the importance of their respective activities as complementary functions of the organization.
Regardless of the activities assigned to volunteer leaders, both
volunteers and paid staff members should be made aware that volunteers
do not replace paid staff.

Rather, volunteers often relieve paid staff

•
responsibilities.
excessive
from

ment

If you are considering the involve-

of volunteer leaders in your organization, you have undoubtedly

come to the realization that your organization cannot afford to pay the
total number of people required to perform your mission.

If both vol

unteer and paid staff are made aware of this realization, you will not
have to deal with complaints such as, ''that volunteer is keeping some
one from earning a living'' or ''that paid staff member is being given
good money to follow my orders.''
Relationship with Future Plans
Volunteers

need

to

be

recognized

for

point we first made in the training section.
'

competent

performance,

a

In addition to being pro-
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moted to a trainer role in the organization, recognition may include
certificates of accomplishment or service, a public 'pat on the back,'
or simply feedback on the level of their competence.
Some volunteers are motivated to obtain work experience in antici
pation of obtaining a paid position.

The supervisors of such volun

teers should be prepared to provide letters of recommendation,

con

tacts for paid positions, and other assistance to the volunteer.

When

hiring volunteers, assure them that such motivations are not only acceptable, but good ideas.

•

That is, encourage new volunteers to bene-

fit from their contribution to your organization.

Chances are, some

aspect of your recruitment program will have emphasized this benefit,
and a lack of encouragement after the volunteer makes a commitment to
your organization may be perceived as a breach of promise.
Most

volunteers

desire

a

challenge,

an

opportunity

something new without risking their career or livelihood.
volunteers

• •
•
to attempt new activities,

while

to

attempt

Encourage

•
simultaneously assuring

them that the attempt is more important than the result.

That is,

make the volunteer aware of the fact that you will not throw him or
her out of the organization simply because he or she tried something
new and was unable to do it.

The dynamic activity placement system is

an ideal way to allow volunteer leaders to accept challenging new activities.

•

Other Motivations
The motivations for volunteering are as varied as the people who
become volunteers, and discussion of every possible motivation is well
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beyond the scope of this work.

Diversity of motivations implies a di

versity of the ways in which recognizing a volunteer can contribute to
the volunteer's continued motivation.

Implementing the dynamic activi

ty placement model for volunteer leadership ensures recognition and re
ward

for

the

major

types

of

motives

common

to

volunteer

leaders.

Figure 10 contains a number of additional suggestions for recognition

and motivation.

The most effective way to motivate volunteer and paid

staff alike, however,

is through example.

If you, as a policy maker,

do not appear to be motivated and enthusiastic about your organization,
you cannot expect those you employ to do any more.
Partial List of Recognition Strategies
smile
ask for opinions
hot coffee
provide baby sitters
train well
hold meetings
allow participation
promote growth
•
•
respect opinions
encourage being different
consult
recruit well
be appreciative
talk to people
be friendly
buy pizza

solicit suggestions
remember birthdays
be flexible
•
challenge
award placques
say hello
provide a nursery
have a party
plan well
be sincere
say thank you
plan social events
cooperate
listen
know your job
smile even more

reimburse expenses
ask for reports
be pleasant
learn names
explain things
discuss
be sensitive
notify media
persuade, don't order
be an advocate
say please
be surprising
maintain safe conditions
have a picnic
informality

Figure 10

Motivation is not something that can be done to someone, it is a
continuous

process

that

operates analogous to an infectious disease.

You can catch the flu from someone simply by being exposed to their
germs.

You can also

catch motivation from someone

simply by being
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exposed to their motivation.
ed

to

provide

additional

Become a carrier.
practice

at

Exercise 9 is design-

motivating

serves as a means by which to motivate yourself.

others.

It

also

Write a letter of

recognition to yourself in the space below.

Recognize your own recent

activities on behalf of your organization.

Include some specific sug

gestions for improving your performance, but word the suggestions as
positively as possible.

Please do this before reading further.

Exercise 9

•
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Whether attempting to increase the motivation of paid or volunteer
staff, you should be aware that the key to motivation is respect.
specting

Re

others lets them know you appreciate their contribution to

your organization, and also lets them know you consider their potential
for contribution to be greater than their current level of performance.
Respect poses a challenge to others, a challenge to live up to the re
spect shown to them.

Mrs. R. L. Sloss, a director with the National

Red Cross, has composed a Bill of Rights for Volunteers, which we il
lustrate in Figure 11.

Learn this Bill of Rights,

and put it into

practice in your organization for both volunteer and paid staff.
a useful guide for respecting members of your staff.

It is

We have placed it

as a separate on the following page, without a figure number, in order
to make it easier for you to photocopy and display it in various loca
tions in your organizational facilities.

'

I.

II.

The right to be treated as a co-worker, not just free help •

The

right

to

a

suitable

aaaignmeat

.

with

consideration

personal preference, interesta, ·and experience •

.

III.

The right to be f,,117 informed about the organization.

IV.

The right to traintl'\g for the job, well-plenn'!d and effectively

presented.
V.

The right to continuing education on the job as a follow-up to

1Jlitial training.
VI.

The right

to sound guidance and direction by someone who is

experienced, well-informed, patient, and thoughtful.
VII.

The right to appropriate support •

VIII.

The

right

to

working apace and resources.

promotion and a variety of esperiences through

advancement, transfer, and special assignments.
IX.

The

right

to

be heard and have

opinion.
X.

The right to recognition.

respect shown for an honest
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